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ABSTRACT 

Volunteering is important to Australia's social and economic fabric, contributing $42 billion 
per annum to the Australian economy (Productivity Commission, 2010), and delivering 
many crucial services, particularly in rural areas. The tourism sector, in particular, is highly 
dependent on volunteers to deliver key visitor services at attractions, events, destinations 
and in emergency services. There has, however, been a decline in volunteer hours since 
1995. Volunteers face a number of constraints on their ability to volunteer, and volunteering 
itself can be stressful. This paper examines how constraints impact on volunteers at different 
life stages using secondary data from the Australian Bureau of Statistics 2010 survey of 
Voluntary Work in order to propose a model of constraints across the volunteer engagement 
life cycle. Finally, we discuss the implications of these constraints for tourism organisations 
going forward.  
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INTRODUCTION 

Volunteers are vital to the delivery of visitor services to tourists across Australia. Without them many 
visitor attractions, events and visitor information centres would cease to operate (Jago & Deery, 2002; 
Holmes & Smith, 2009) or would offer, in the case of airport meet and greeters, for example, a 
substantially reduced service.  Even more significant are the emergency services provided by 
volunteers, such as surf life-saving, for which many tourists owe their lives.  

Yet, in Australia there is evidence that volunteering is becoming an increasingly constrained activity. 
Since 1995, there has been a pattern of decreasing hours devoted to voluntary activity (ABS, 2007; 
Department of Prime Minister and Cabinet, 2011). Current trends overwhelmingly suggest that work-
life balance issues (see, Deery & Jago, 2009), the long-hours culture and the demands these place on 
people’s  time  are  increasingly  affecting  the  time  both  current  and  potential  volunteers  can  commit  to  
volunteering (Lockstone, Holmes, Deery & Jago, 2009; Merrill, 2006). This is a significant problem 
that affects all facets of Australian society including the tourism sector. Given the individual 
organisational and societal ramifications, there is a clear need to understand the constraints to 
volunteer participation and to design attractive volunteer roles that aid in recruitment and retention. 
This paper proposes a conceptual framework to examine how constraints to volunteering vary across 
both the life stage of the volunteer and the existing volunteer life cycle model (Bussell & Forbes, 
2003),  which  identifies  different  phases  of  a  volunteer’s  engagement  with  an  organisation.  The  paper  
then outlines the implications of these constraints for tourism organisations. 



Constraints on Volunteering 

Research on the constraints to volunteering has been limited by the use of snapshot, market research-
based surveys that have identified generic barriers, but have not explored these in any depth 
using appropriate theoretical frameworks or contextualising these within wider socio-economic 
factors such as changing work conditions. Overwhelmingly, lack of time has been cited as the main 
constraint to volunteering among individuals who want to volunteer (Holmes, 2008; Sundeen, 
Raskoff & Garcia, 2007; Wilson, 2012). An American study (Kohut, 1997) found that twice as many 
adults in full-time employment wished to have more time to volunteer compared with unemployed 
or retired people. Those with flexible time schedules are better placed to fit some volunteering into 
their lives (Musick & Wilson, 2008). Indeed, four-fifths of volunteers surveyed by 
Volunteering Australia (2006) identified that flexible volunteering hours were important to 
them. This is significant for tourism services, which require regular volunteer commitments, such 
as servicing visitor attractions on an ongoing basis. 

Paid   work   is   not,   however,   the   only   factor   which   may   reduce   an   individual’s   time   available  
to   volunteer. Other barriers include time spent commuting (Putnam, 2000), housework and 
childcare (DeHart & Dekker, 1999) and other family commitments (Musick & Wilson, 2008) 
and time constraints in retirement and indeed volunteer commitments at other organisations 
(Holmes, 2008). Research shows, however, that the individuals most likely to volunteer are in 
full-time work, with professional occupations and married with children (ABS, 2011). These are 
people most likely to have limited free time, yet they are able to negotiate time constraints in order 
to volunteer. The factors that lead to time constraints are therefore more complex than they would 
initially appear. 

Poor health is another major constraint to volunteering (Sundeen, et al. 2007) with Australian data 
showing that respondents in good health are more likely to volunteer (ABS, 2007; Warburton, Paynter 
& Petriwskyj, 1997). Several studies have found a positive link indicating that generally volunteers 
experience higher levels of well-being (Borgonovi, 2008; Mellor et al., 2008). Well-being has been 
defined as an individual’s   holistic   evaluation   of   their   quality   of   life   relating   to   standard   of   living,  
health, relationship and safety factors (Mellor, et al. 2008). Given research has posited a link between 
volunteering, good health and well-being, there is clearly a greater understanding required of health as 
a constraint, rather than a facilitator of volunteering.  

Frequency  of  volunteering  can   impact  negatively  upon  an   individual’s  well-being. Windsor, Anstey 
and Rogers (2008) found a nonlinear association between time spent volunteering and well-being 
amongst older adults. Older adults volunteering at high levels (more than 15 hours per week, 800+ 
hours per year) reported lower levels of well-being compared to volunteers with moderate 
involvements (100-800 hours per year). Whilst these high involvement volunteers were more likely to 
engage in management and committee based work, the study was unable to confirm whether any 
specific activity types were associated with higher or lower well-being (Windsor, et al. 2008). These 
findings concur with research on the problems faced by committee volunteers at voluntary sports 
clubs, who reported increasing negative pressures associated with their leadership roles (Nichols et 
al., 2005). This is a potential problem for wholly dependent volunteer run tourism organisations such 
as local historical societies, which manage museums in rural areas. 

Volunteering itself can therefore be stressful (Van Willigen, 2000), potentially when the commitment 
becomes excessive and more obligatory, possibly even work-like in nature and in some cases may 
even lead to volunteer burnout (Pardess, 2005). Windsor et al. (2008) suggest that volunteers in rural 
and regional areas of Australia may face greater burdens, given the substantially higher rates of 
volunteering in non-metropolitan areas (ABS, 2007). Constraints therefore can result from factors 
outside the sphere of volunteering, such as family commitments, or they can be stressors caused by 
the demands of the volunteer role. Constraints can inhibit people from volunteering all together or 



curb the time they have available to do so. Leisure theory offers a means of conceptualising 
these constraints. 

Volunteering and Leisure Theory 

There is a long tradition of situating volunteering within the leisure discipline (Henderson, 
1981). This focus recognises that volunteering is a freely chosen activity and one that shares 
motivations for participation in common with other leisure experiences (Holmes, 2003). 
Henderson (1981) differentiates all available time between paid work; work-related time, such as 
travel; obligatory time, such as sleeping and unobligated free-time, and argues that since volunteering 
is not paid work due to its non-obligatory nature, it takes place within the last category of unobligated 
free-time, that is, it is a form of leisure. The present study applies leisure constraints theory to 
examine the barriers to volunteering and their impact on volunteer participation, also situating 
volunteering within the leisure discipline. Research on constraints to leisure participation dates 
back several decades (Crawford, Jackson   &   Godbey,   1991).   Leisure   constraints   can   be   defined  
as   “factors   that   are   proposed   by   researchers   and   perceived   or   experienced   by   individuals   to  …  
inhibit   or   prohibit   leisure   participation and   enjoyment   in   leisure”   (Jackson,   1997,   p.   461).   Three  
forms   of   constraints   have   been   identified  (Crawford et al., 1991) and tested (Hubbard & Mannell, 
2001). These include:  

 Intrapersonal – are internal to the individual and are psychological (e.g., poor health, lack of
skill).

 Interpersonal – arise  out  of  one’s  interactions  with  others  (e.g.,  conflicting  schedules,  family
obligations).

 Structural – arise from environmental factors such as the proximity of leisure facilities and
time available for leisure.

Constraints do not necessarily prevent participation in leisure so researchers have examined the 
various strategies individuals use to negotiate these constraints. Hubbard and Mannell (2001) 
conceptualised negotiation strategies in terms of time management, skill acquisition, interpersonal 
coordination and financial resources and found that when individuals engage in an accommodation 
process, it counteracted the negative direct effects of constraints on participation. Indeed, apart from 
factors that independently promote volunteer participation (e.g., awareness campaigns), some 
constraints could alternatively act as facilitators to volunteering if they were managed by the 
individual and volunteering organisation in such a way as to encourage volunteering participation. It 
is beyond the scope of the current paper to examine the nature and direction of the relationship 
between constraints and facilitators to volunteering, however, this is worthwhile topic for further 
study. 

Researchers have argued that leisure constraints vary throughout the lifecourse (Roberts, 2001). 
Young people such as university students, for example, are more likely to face the structural 
constraint of lack of money for participation in certain activities. Families with young children are 
most likely to face time constraints as the period in life of having young children often corresponds 
with high levels of work demands. Older people may have time and money but face other constraints 
such as ill-health. This paper adopts Roberts’   view   that   constraints   affect   volunteers   differently   at  
various life stages.  It is also proposes that constraints may act to inhibit or curb volunteer 
participation dependent on the distinct stage of the volunteer life cycle model (Bussell & Forbes, 
2003) that a volunteer is currently experiencing. This proposition is explored further in the following 
section. 



The Volunteer Engagement Life Cycle 

Volunteers, like paid workers, go through a cycle of participation with their organisation from being 
recruited to leaving. Bussell and Forbes (2003) identify three key stages of the volunteer life 
cycle from the decision to volunteer through to withdrawal from the organisation, which may be 
due to structural constraints such as lack of time or because the volunteer role no longer fulfils their 
needs. Volunteers may subsequently withdraw from volunteering completely or seek a new 
experience elsewhere. 

Volunteers, therefore, are likely to experience different constraints at different times dependent upon 
which stage of the volunteer life cycle they are currently experiencing. They may be able to overcome 
these constraints to continue their engagement with their organisation. Conversely, organisations may 
intervene in order to retain their volunteers at these crucial times when constraints may lead to 
their withdrawal. The most serious outcome for the volunteer and society as a whole is if the 
volunteer experiences burnout from an overly demanding role, which may affect their propensity to 
volunteer again in the future.  

Cognisant of the volunteering literature on recruitment and retention (Cuskelly, Taylor, Hoye 
& Darcy, 2006; Gidron, 1985; Miller, Powell & Seltzer, 1990) and Bussell and Forbes original 
model, this paper conceptualises the three life cycle stages as recruitment, retention and exit. Figure 1 
brings together the phases of the volunteer life cycle with the different life stages of the 
volunteer to conceptualise how constraints impact on volunteer participation at various times. The 
life stages are taken from the Australian Bureau of Statistics survey of Voluntary Work (2011), 
which identifies differences in volunteer participation across three groupings: young (18-34 
years), middle (35-54 years) and older (55 years plus).  

Figure 1: A Conceptual Life Cycle and Life Stage Model of Volunteer Constraints 

Data from this survey will now be discussed in order to determine preliminary support for this life 
cycle and life stage model.  
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Constraints: Australian Data on Voluntary Work 

The following section provides data sourced from the most recent Australian Bureau of 
Statistics survey on Voluntary Work (ABS, 2011) to identify how constraints affect volunteer 
participation at different life stages. The data provided here presents the participation rates of 
volunteering and characteristics of those who do, and do not, volunteer. It is the most recent 
national survey of the trends in volunteering within Australia and, as such, provides the best data 
available at the time. It is important to note, however, that the survey of respondents (volunteers or 
non-volunteers) does not specifically ask why they do not (or do) volunteer. Variables such as 
gender or health are used to examine how these may act as a constraint to volunteering. When 
comparing previous surveys, those undertaken in 1995, 2000 and 2006, the data shows that 
volunteer rates increased from 24% to 32% and to 35% between these three time points. In 2010, 
6.1 million people or 36% of the Australian population over the age of 18 participated in 
voluntary work, a slight increase over the previous participation rates. In this most recent survey, 
data were not collected on volunteer hours, which had shown a consistent decline in the previous 
three surveys. However, the decline in volunteer hours in Australia has also been identified in the 
UK (Low, Butt, Ellis Paine & Davis Smith, 2007) and reflects a long-term global trend towards 
irregular, occasional and one-off forms of volunteering (Macduff, 2005; UK Civil Society Almanac, 
2009) and governments in Australia at both state and federal level believe this to be an ongoing issue 
(see, for example: http://www.notforprofit.gov.au/volunteering). In examining the most recent data, 
a number of areas that act as constraints to being a volunteer are explored and discussed. The use 
of the ABS data provides just one avenue to examine the possible constraints on volunteering 
given it is an important set of national data, widely cited in government policy documents 
(Department of Prime Minister and Cabinet, 2011) 

Intrapersonal Constraints 

The data in Figure 2 illustrate some of the intrapersonal barriers that impede people from 
volunteering. Disability or having a long-term health condition is often cited as a constraint to 
volunteering and is classified as a limitation, restriction, impairment, disease or disorder that has 
lasted or is likely to last for at least six months. The data in Figure 2 provide information on those 
with a disability and their volunteer or non-volunteer activity as well as those of the Australian 
population without a disability. 

Figure 2: Volunteer Status: Disability and Long-Term Health Condition (ABS, 2011) 
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As shown in Figure 2, those with a schooling/employment restriction are the least likely to volunteer. 
The category is defined as those who do not have a core activity limitation and are aged between 
18-20 years with schooling difficulties or less than 65 years having difficulties seeking 
employment (ABS, 2011). Other data in this survey regarding disability also shows that males 
between 18-65 years with a schooling/employment restriction had the lowest level of volunteering 
(26% compared to 35% for those with no disability or long-term health restriction). 
Women over 65 years with schooling/employment restrictions are the next group that are least 
likely to volunteer. 

Other constraints found in previous research focus on the general health of volunteers and Table 1 
presents the results of a self-assessment of health. 

Table 1: Volunteer Rate by Sex, Age and Self-Assessed Health Status 

Volunteer Rate % 
Self-assessed 
health status 

Males (age) Females (age) 

18-65 65+ Total 18-65 65+ Total 
Excellent/very 
good 

35.5 38.7 35.8 44.1 39.4 43.5 

Good 37.0 34.7 36.6 35.0 33.9 34.8 
Fair/poor 27.3 23.2 26.0 30.4 17.6 26.3 

TOTAL 34.8 31.8 34.4 39.6 31.1 38.1 
(ABS, 2011) 

As shown in Table 1, the intrapersonal factor of poor health acts as a constraint for volunteering rates 
across the board. This is particularly so for women with poor health over 65 years whose volunteering 
rate of 17.6% is well below the rate for healthy 65 years and older women of 39.4%. 

A final intrapersonal constraint has been identified as the level of education. The figures below 
present the Australian Bureau of Statistics data on volunteer age and education (Figure 3) and gender 
and education (Figure 4). 

Figure 3: Volunteer Status: Age and Education (ABS, 2011) 
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As shown in Figure 3, those least likely to volunteer have no qualification beyond high school 
and this is particularly so in the age groups of 25-34 years and older than 65 years. When 
examining the data on the highest school level reached and the propensity to volunteer, those in the 
45-54 years age group with no more than Year 9 education are least likely to volunteer (15% 
compared to the average for this age group of 43%).  Figure 4 shows that these are most likely males 
who volunteer less than females. 

Figure 4: Volunteer Status: Age and Gender (ABS, 2011) 
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increase in volunteering (36%) over the 2006 data (34%). The difference, however, was not 
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older groups were less likely to volunteer as illustrated in Figure 5. 
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Figure 5: Volunteer Rate by Age (ABS, 2011) 

When the age groups are examined further, parents in couple relationships and with dependent 
children aged 5-17 years had the highest rate of volunteering (55%) while couples with no dependent 
children aged 0-17 years had the lowest rate of volunteering. These differences most likely reflect the 
volunteering   that  parents  undertake  with   their   children’s   sport,   as   sport   accounts   for  nearly 50% of 
volunteer participation by people aged 35-54 years, and, as Figure 6 illustrates, 36% of parents 
volunteer at least once a week.  

Figure 6: Volunteer Status: Frequency and Number of Children (ABS, 2011) 
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difficulty potential volunteers face in engaging without a command of the local language. 
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Figure 7: Volunteer Rate by Age and Language Spoken at Home (ABS, 2011) 

Structural Constraints 

These constraints arise from environmental factors such as the proximity of leisure facilities and time 
available for leisure and so work, occupation and geographical location will impact upon volunteering 
ability. Employed people, whether employed full-time (38%) or in a part-time position (44%) tend to 
volunteer more than those who are unemployed (20%) or not in the labour force (31%). These 
statistics suggest that time as a constraint does not act as expected in that unemployed people 
reasonably would have more time to volunteer than those in full-time employment. 

Figure 8: Volunteer Status: Age and Employment (ABS, 2011) 

0 500 1000 1500

18-24

25-34

35-44

45-54

55-64

65+

Volunteer Numbers in '000 

A
ge

 Volunteers ('000)
Language other than
English

Volunteers ('000) English
Only

0 20 40 60 80

18–24 years 

25–34 years 

35–44 years 

45–54 years 

55–64 years 

65+ years

Percentage of Respondents 

A
ge

 

Other

Retired

Unemployed

Part-time

Full-time

Employed



Location is also a determining factor in the rates of volunteering with those living outside a capital 
city having a higher rate of volunteering (41%) than those who live in capital cities (34%) (Figure 9).  

Figure 9: Volunteer Rates by Location and Age (ABS, 2011) 
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the constraints experienced by the younger and older age groups, particularly the under 24 years and 
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struggling to find work, whereas older people are more likely to be not working as they are retired. 
Secondly, the data clearly show that lack of time, identified in previous studies as the most frequently 
cited reason for not volunteering, is not a structural constraint. Rather, lack of time may be both an 
intrapersonal constraint – people perceive that they do not have enough time to volunteer – and also a 
proxy  for  other  constraints  such  as  lack  of  interest.  Volunteering  is  a  socially  ‘good’  thing  to  do,  so  a  
respondent may prefer to say in response to a survey about volunteering that they cannot volunteer 
due to lack of time, rather than say they choose not to for fear of social sanction.  

In light of these insights it is timely to revisit the conceptual model presented in Figure 1 to determine, 
if, and how it can be extended to provide a more fuller picture of constraints to volunteering 

18-
24

25-
34

35-
44

45-
54

55-
64 65+

Volunteers Major Cities 26.8 27.8 39.7 40.7 42.5 26
Volunteers  Inner

Regional 26.5 35.6 49.7 48.8 42.3 40.8

Volunteers  Other 30.8 34 40.1 52.2 43.1 41.9

0
10
20
30
40
50
60

Percentage of 
Respondents 

Age Groups 



dependent on life stage of the volunteer and the distinct stage of the volunteer life cycle that 
the volunteer is currently experiencing with their volunteer-involving organisation. 

The Life Cycle and Life Stage Model of Volunteer Constraints Revised 

Extending Figure 1 proposed earlier in the paper, Figure 10 transposes the constraints to volunteering 
experienced by life stage, identified by the secondary data analysis, against the backdrop of 
Bussell and Forbes (2003) volunteer life cycle engagement model. This is only done for recruitment 
phase for illustrative purposes. It is envisioned that primary research would enable a set 
of relevant intrapersonal, interpersonal and structural constraints to be mapped by life stage 
(young, middle, older) for all life cycle phases.  

Key: 1) Intrapersonal constraint 2) Interpersonal constraint 3) Structural constraint 

Figure 10: Conceptual Life Cycle and Life Stage Model of Volunteer Constraints 

The authors acknowledge the limitations of the current study. Given the available secondary data, it 
was only possible to identify intrapersonal, interpersonal and structural constraints by life stage. As 
noted at the beginning of this paper, an over reliance on snap-shot surveys, with little application or 
development of theory, has limited volunteer research to identifying generic constraints only, rather 
than to exploring barriers to volunteering in greater depth across the various life cycle phases of a 
volunteer’s   engagement   with   their   involving-organisation. It remains unclear whether the barriers 
faced by a person new to volunteering (recruitment phase) are similar to those faced by an volunteer 
who has continued to engage with an organisation over a significant period of time (retention phase). 
An improved understanding of the transitional effects of various constraints, internal and external to 
the volunteer, in acting as barriers to participation across the volunteer engagement life cycle, is 
required.  

The revised conceptual model offers a theoretical framework to allow for this depth of understanding 
to emerge with further study. The scope of Figure 10 suggests that the constraints identified by life 
course may be the same at each phase of the volunteer engagement life cycle or indeed they may vary 



to differentially curb or inhibit participation. Whilst the constraints transposed have been empirically 
identified from the ABS data, further research may reveal other constraints of greater importance that 
the secondary data set failed to examine (e.g., lack of interest). 

So what does this life stage and life cycle model mean for tourism organisations, dependent 
on volunteers in order to deliver key visitor services? 

Implications for Tourism Organisations 

Life stage analysis of the constraints facing volunteers shows that volunteers and indeed 
non-volunteers they are far from acting like a homogenous population. Moreover, there are 
subtle differences in patterns of volunteering, knowledge of which tourism organisations can use 
to better recruit and retain volunteers. Already we know that certain forms of tourism 
volunteering attract particular life stages. This may be because of personal interest but also because 
the volunteer program avoids the constraints experienced by that age group. Volunteer tourism, which 
is episodic, occasional and irregular, appeals to younger people. It is a very flexible form of 
volunteering with no further commitment beyond the trip. Much has been written about the 
importance of engaging young people as volunteers in order to encourage a pattern of life long 
volunteering (Shields, 2009). Tourism organisations that rely on ongoing volunteer 
commitments could partner with volunteer tourism sending organisations to offer returning 
volunteers exciting opportunities designed to capitalise on the often euphoric, post-volunteer tourism 
experience. Volunteer tourism is, however, expensive and so may not be an option for young people 
facing an employment constraint. In these cases, local events and festivals could benefit in 
particular as settings offering short term, one-off and occasional opportunities, at a relatively 
low cost to participants. Indeed music festivals frequently reward volunteers with free tickets 
and these are a way in which lower income or unemployed younger people can engage with the 
event and volunteering. 

It is a concern that the group most likely to volunteer, the middle age group, are also experiencing the 
biggest decline in volunteer hours. While not surprising, given the work and family demands 
experienced  by  this  cohort,  often  described  by  researchers  as  a  ‘time  squeeze’  (Sundeen,  et  al.  2007),  
they are still the age group most likely to volunteer. Some tourism organisations have developed 
volunteer roles, which are designed to meet this group’s  needs  by  providing  them  the  opportunity  to  
volunteer with their family. For example, conservation groups offer family volunteer tourism 
holidays.  

The biggest challenge for tourism organisations is that the majority still require volunteers to engage 
in the traditional manner of a regular, sustained volunteer commitment such as once a week over a 
period of years (Lockstone, Smith & Baum, 2010). This is particularly challenging where the 
volunteer role requires substantial training and knowledge such as a zoo docent or a visitor 
information centre volunteer. In the past, healthy individuals have taken these roles in the older age 
group. However, these volunteers also face greater demands on their time, supporting younger 
relatives with childcare, working later as pensions are eroded and retirement is delayed and also 
competition from other leisure activities. Furthermore, if this cohort works longer and retires later 
they may also be limited by health constraints, as identified in the ABS data. They may no longer be 
able  to  walk  around  a  visitor  attraction  all  day  in  the  summer  heat  answering  visitors’  queries!  This  
cohort can no longer be relied on to underpin the ongoing operations of tourism businesses. Seasonal, 
occasional and flexible volunteer roles will increasingly appeal to this age group. This could include 
seasonal roles such as campground hosting or flexible programs including tour guiding and airport or 
cruise ship meet and greeting. This would be another opportunity for tourism organisations to benefit 
from collaboration, by sharing generic training, for example, in customer service and tour guiding. 
Volunteers are often committed to more than one organisation so tourism businesses may well be 
sharing the same volunteers already. A further benefit of collaboration could be referring on exiting 



volunteers to other organisations. Indeed, in the UK, the National Trust will refer on an 
exiting volunteer who is moving out of the area, to volunteer opportunities with the same organisation 
but in the new location. 

Figure 11 shows again our life cycle and life stage model of volunteer engagement and adapts this for 
the benefit of tourism organisations to maximise recruitment and retention of volunteers across 
the sector. 

Figure 11: A Model of Constraints Negotiation for Tourism Organisations 

While Figures 1 and 10 brought together a conceptual model of constraints experienced by volunteers 
at the different phases of volunteer engagement as they vary across their life stages, thus identifying 
the potential issues that may affect each group, Figure 11 offers solutions to managers on how to 
overcome these constraints. Volunteer recruitment is competitive. If tourism organisations want to 
recruit the best volunteers they need to package required tasks in a way that is attractive to potential 
volunteers. At the recruitment phase, the key issue is to offer volunteer roles that will overcome 
constraints experienced by the target group. This is about bundling the necessary activities and work 
into roles that will appeal to potential volunteers rather than trying to find volunteers who will meet 
the   organisation’s   supply   side   needs.   For   example,   rather   than   an   attraction   operating   a   static  
information stand, which requires volunteers all day, every day, it might be better to offer regular 
volunteer-led tours. A volunteer could come in and do several tours in one day and then not come in 
for a few weeks or could come and do one tour every fortnight at different times, thus offering more 
flexibility but still meeting  the  attraction’s  needs.  The  recruitment  phase  of  the  life  cycle  is  also  a  time  
when collaboration with other organisations may assist with training new volunteers and could enable 
volunteer pooling so that volunteers could do similar roles at different organisations, increasing the 
variety of the volunteer experience. 

The retention phase is about keeping volunteers and ensuring that constraints do not limit volunteer 
participation and lead to exit and additional costs for the organisation. Few organisations monitor their 
volunteers, but this provides an opportunity to deal with constraints as they arise, particularly those 
which   are   experienced   by   several   of   an   organisation’s   volunteers.   Training   too   can   assist   with  
retention in terms of building loyalty, which may increase the willingness of volunteers to 
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successfully negotiate constraints. Again, training can be completed in collaboration with other 
organisations to maximise efficiency. 

Exit is an inevitable phase in the volunteer life cycle. Some tourism volunteering opportunities, such 
as volunteer tourism programs or special events and festivals, have built in attrition due to their 
temporal nature. For other organisations, it is important to identify the reasons for exit and whether 
the organisation  could  have  acted   to  overcome  any  constraints   that  have  caused   the  volunteer’s  exit  
from the organisation. Of course, in some cases such as a volunteer relocating, this is beyond the 
organisation’s   control.   However,   in   this   case   the   opportunity   exists   to   encourage the volunteer to 
continue or return to volunteering with another organisation or event and referral can be used here to 
benefit the tourism sector and wider society. 

The findings and conceptual model developed in this paper are based on extant theory and secondary 
data analysis. In support of the model, further empirical research is needed to examine constraints in 
more detail across volunteer life stage and engagement life cycle and identify ways in which 
individuals negotiate them in order to volunteer. Since the supporting data tells us that those most 
likely to volunteer are busy people, who are working and raising children, it would be useful to find 
out how they fit volunteering into their lives. The use of time diaries could assist in unlocking this 
knowledge. However, alone this will only tell part of the story and we recommend combining the 
diary method with focus groups, representing tourism volunteers at different life stages and phases of 
the volunteer life cycle. This would enable identification of which constraints have the greatest impact 
on their ability to participate and how they overcome these constraints.  

Nonetheless, this paper shows that tourism organisations, regardless, of the life stage and life cycle of 
their volunteers, must adapt to the changing volunteer environment. 
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